









LETTER TO A'-FRIEND CC1>I1KG TO SAIGON --''(EXCERPTS) 
Proa Eanicl Ellsberg 

i 

April' 1957 


First, aa you are well av/are, you and your collcaguoa are not 
coming into a working system whore everything is going along pretty well,• 
where policies and organization arc sound and functioning "as well as 
could bo expected", "getting the job done" and serving US interests 
adequately, asid where your only responsibility is to make the transition 
of office holders as smooth as possible. It might be going too far to 
eey, rather, that you are coming into a bankrupt organizatrion and set of 
policies; but there is no question at all that change , in many ways, is 
daspffratcly needed and overdue, is much to be said about the sub« 

stantivQ ghanges in attitude ^^4 pplicy — wall as personality and 
tacticsbug I won't try to §ay sauch obout th^ao iv> tl»is lettOjT w’' WiUsh 
A to got Off tdclay, ,^ut, there are a couple of matters t would liUo 

to emphasise to you^ ->^.rJonally. 


Cno of Che. __ 
-o f y ou tf Q' . rn 




of VlotNnta and the nature of our 
i ^etuato itself over the years at 
^eed is for the demonstration of 
levels in Saigon — willingness 
in both railitary and ViGtna;iiese 
for our policies and prograa;s in 
'.;ork and dedication to cur puma 


nest ntuds changing an d- 1 have h i g h 
. a cre ' C - Vti iii o " i6 the state of ignorance 


problcnts hare,, that has managod to per- 
thc Kission Council lcvol,f A separate 
leadership at the highest civilian 
to coroaand, to intcrvcuc ana mfluencc 
affairs, to take over-all ru. unsibility 
VietNanj ana to set aa a; of our 
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But, A wish to rocus here upon as particulax* need for informed 
_eadcrohlp — a willingness on t.-e part of the highest civilian levels 
so learn, to hoar (and to pass o.. to Washington) unpleasant realities 
■from the field. X would urge ycu, personally, to aim at being the best 
i.afomed, moat Jcnowledgeablo is n *n Saigon about problems and affairs, 
beta in SaigO'n and the field; you have an excellent stare on this already 
and, in fact, the only danger X would sec is chat you might well be oti*uck 

your colloaguco and come to feel 


by hubrla as you look around the table aJ 
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to further £.hcou of then in your sracp of 

■cs* The ia that it is not 2 oO‘'J enouc'n — nc 


that it vas not ur^'. 

Viet. -:'so realities* The Vkelhj^’ti-ath ia that it is not ^ood enough — not 
enou^ih. to avoid the worst kind of percoaai and national failure hero — 

Just to know more than ycur past and current colleagues in Washington and 
Saigon i^that is the kind of standard that the Vietnancac and I-L\CV Advisors 
like to set for theraselvoaj the /JIVII 5’th Division draws eexafort fren 
c.^paring itself to the /fiVil 25th 9 never to the VC or to the desaands of • 
beating the VC), 
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llov; can ygij a-ahrro'^Tt^Ci'us? igethQda-alreaay navo- joeon - 

re vi n auclj of 
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gXl£S.£ifei^'j saait^ts in nfeHlhi... 
ijfcOJtioas*'’ talk privately let 


subordinates, not relying cnciuci.-; 
of cenrsar-t. or upon cpiniono c;cprtt> 


of listening to knowicdgeablo 
upon fornai reports through the chain 


pub'-icl^- in the presence of superiors. » » p ; 


* 7 

haninura use of field trips^j^fteithez/jLodga, Porter, nor 
f nthraa ■chowee the wiilthgaess to prad^lca field ccaaaand or 
iaspeetion in the manner of a Ucstwirciand or a Depuy, thus 


denying themselves :ssny beneJits.of influence, inspiration 
avid information)w Cn thcoo. orips, you should take laanimuso 
opportunity for individual talks, both with U3 field 

’i/orkers and v’ith Vietninncoqt"duch trips v/ilX give you oppor¬ 
tunity to provide inspi'^tion and raotivation to tho field 
personnel. But, I bel^-uvo that tho very best way to accom- 
^/iish this is by shewing interest in hearing their views and 
concerns, followcd/oy decisive action of youi^^^^igon connand 
nr . . A reel problem here ia the last year^'iiao been increasing 


c.e.uoraliantion,/<Sf ..,cr.o of thak 




experienced and dedicated 


Americans, resulting frem their feeling.chat no superior was 


interGsted In hearing their views and warnings. Even seme of 
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the best Of these superiors seemed almost constltu.ionally 


ur.ebio to listen to whea, end were specifically inaccessible 


to subordinates. As a result, thc*y r 7 erG slow learners and 
L'd interests suffered, along v;lth the morale and motivations 
of their cnperiencci eubordin-ites. 


at is fine to cr.>_our'ago people -- as X take it frea 
ceamento on your last two visits yen have felt .p-onc to do 
C-O — but the otrong^JCt encouragement you can the 

spectacle of a auperier who ia not cast in the e.pme cold of 
inperviousness to information and, specificallyy‘^unpleas.*nt 
infos'cation ana to heretical advice. 


b, Vietnamese, You ehould aim to have much 
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informal, direct contact with a variety of Vietnamese In- 


for.s'.nts, both governrtantal end public, than past mcaabers 


cf the Eieslon Ccuncil 1. ;s deno. Our whole machinery ever 
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j.a tact^ cuf£cro ftcsa inadequate contact with Vlatnasiaac* 
^\it you should no£j in any case, i*ciy wholly cn tho sub¬ 
ordinate Liachinory to provide your inputs i'roa Vietaaaec-* 

ilaong iiasorxcano, it is the ones with the longest ex¬ 
perience in Victlla-a and related situations that con give 
you the aost useful insights and of these, at any 

given tine, are outside the govornracntal bureaucracyj 
?his includes, in particular, sene roprosentative nev/apan 
(like Sol Ganders, of US ...wa end World Report, Bob Shaploa 
and Takacha Olcc), along with researchers and academics like 
Jerry Hickey, of Rand, lioat ouch people comment that they 
n^vo close to no contact with US officials and their long 
background ia in no way e>;ploited by the liission.<{2?raan 
like Sol Sanders — who has workad for 20 years in this 
ai.ea — has contacts among the Vietnamese that arc far 
broader and more intimate than any member of the Iliacion, 
and nis aOi.iity to ai_c up a political crisis quickly on 
tne^buSiS Oi these contacts, and his long continuous cs- 
often, X suspect, oyt-pace any agency, or 
ti»a iiiscion as a unolo — this lo a racource which he and 
tho rev; others like hiim x/ouid be glad to put at the disposal 
of the Hissiorii for patriotic potiyas and on ^ Cynfidongial 
basic ii; anyone had over asked tnem^, 

C’CO and the pacification process can benefit from much 
i^OiC i.i.puc Si.cm the polirical section, C3A and militcr"' J-2 
agencies than it has scan getting; there should be more 
-laiscn wxtn those agencies and more tasking of tlicsa for 
-sscaren, cansents or cpecifia data in the pacification 
■ a (the landing of o.onbcrs of tho Political Section to 

Regions is n gcod step in this direction). 
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Rhc lloxithly Special Joint Reports from the Province 1‘eams 
arc Che most objective and cemprehonsivo source of informa¬ 
tion or all tne current problems and conditions in the 
countryside and they deserve your personal attention, (the 
common oelief among Province icam members that these reports 
were being^redd personally by the Deputy /imbassador was* a 
great morale builder and contributed strongly to the honesty 
and informativeness of this reportingj the belief xjcs incorrect, 
but it shouid^iot have been and X didn't disabuse anyone), "he 
oeviccs of ^-acquiring joint signatures and of by-passing , 

layers oftfi>/>i>7^/V<3-.(e:-:cci5t for inforraation purposes)'" 
nave proved to be very effective in achieving honest relevant 
reporting and should be extended to other areas; for instarxo 
to report from the Divislcn level and, porHaps, to more ioint* 
Victnamesc/U3 repcTting. • " 
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• aviso look personally — at least a skim — at 

the lACV ofRIRS (Senior Acviscrs licnthly ^valuation), wixleh .lACV 
h.ro oeea cxp^cly cb.v^- ••'c-ut,_^ showing to any civilians, per- 
naps ■-■y.v.auv.u ^.ncy-gr.t -t nones t picture at the advisory 
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You should maka a strong effort to Infom yourself about 
the past and, apeclflcally, about the the recent 

past, of ongoing programs and policies. It Is Impossible to 
Interpret Vietnamese reactions to some of these policies and 
programs, or to understand why they are falling, without 
knowing the bureaucratic history of their origin: something 
that the Vietnamese are likely to know much better than the 
American newcomers. These are the matters of bureaucratic 
history, not to be found In books and newspapers. 

To avoid the myriad of errors and false starts that’come 
from the almost universal American trait of acting as If ‘ 

should 

be well worthwhile to commission some quick, compatviity case 
histories of programs and pollclea^whose effects are still 
felt In the current situation; for Instance, the strategic ' 

hamlets program; the Buddhist struggle movements; Hop Tac 
and the National Priority Area; the PATS and RD Cadre; FULRO 
1 and the Montagnards; coups •• abortive and successful — since 
November of 1960; and the Vietnamese view of the US role in 
these. Such studies which, 1 reiterate, you need personally 
I — might be the work of a research section within OCO, which Is 
needed for other purposes as A first quick cut ••• and X 

think a most valuable one — these matters could be based 

. upon the memories of Individuals who had personal contact with 
the programs or events and who still remain In Vietnam (In soma 
cases, not for much longer). 

lo addition to absorbing Information from all of those 
I '^ource^,^^u should do somothlng that no other high level 
I American administrator connected with. Vietnam has ever done^ 

/ to discourage the bureaucratic *^that poison this flow 

, of Informations You should taka stringent steps to punish 
lying, evasion and the concealing of Infonnatlon. You should 
make no apologies whatever for exploiting to the fulloBt^/w^/^<>i^/»-^ 
channels of information, to chock official reporting,* bypassing 
layers of command and utilising special representatives as fact-* 
finders; responding In a harsh and discouraging way to every 
Instance, military and civilian, of (a) lying to you and the 
President Si^fb) encouraging or .acquiring subordinates to lie 
to you and the President. J 

In sum, while I strongly feel It is urgent that the new team, 
before long. Inaugurate marked substantive changes, both In policy (in 
particular. In the sphere of Vietnamese politics and national leadership) 
and In tactics (In particular, our relationship with the Vietnamese Govern¬ 
ment and armed forces).|I . suggest that the Initial focus of the new team 
should be not so much "What should we do?" but "What should we look tn to> 

atsdir Beyond the Initial phase, ^^ihould be restructuring 
Che information system, the local capabilities for research, analysis and 
rcportih~^, to assure both you and Washington a bettor education on funds- 
mancals and a better warning system on current problems than either the 
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\Mi8fiton ov tho ProaldonC hae «vot* onjoyod In cV»a pas^(a epocific taak, 

I which should bo scarcod sooOf to a couiprohcnatvo oxoiulnaclon of tho 
Udoquacy of all tho locol"fIndinG-out" agonclc/s and reoourcooi the 
Political Section, JUSPAO, OCO field teams, OSA In Saigon and in tho . 
field, J-2 and all military intelllgonco agencies, MACV Advisory. Ro- 
. porting, Rand and other rosaarch efforts. Mora coordination would 
probably bo useful, both in tho direction of tho collection effort and, 
even more, in analysis and dissemination} but, Z suspect that evon more 
dramatic Inadequacies will show up in tho individual agency,efforts, 
themselves and in gaps uncovered by any agency)* • - ‘ 
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